






Call for Local Authorities to put in a proposal to pilot Social Work Practices

Local Authority Directors of Children’s Services 
Local Government Association 





This Government is fully committed to improving the experiences and outcomes for the most vulnerable children and young people in care, to empowering social workers to do their jobs effectively and to reducing bureaucracy. 

The current live Social Work Practice (SWP) pilots have seen the creation of independent, social worker-led organisations to delivering services for children and young people in care, including social workers moving out of public sector employment to form their own employee-owned social enterprise.  The live SWPs are being piloted in Hillingdon, Kent, Liverpool, Staffordshire and Blackburn with Darwen (currently an in-house model).
 
The first wave of additional pilots launched in September 2010 have seen a further five pilot local authorities come on board.  These are Bristol, North Tyneside with Northumberland, Peterborough and Wakefield. 

The SWP programme supports the Government’s wider agenda of building the ‘Big Society’.  We want to put the child or young person at the heart of the service delivered and be more responsive, bringing decision making, much closer to the children and young people.

There is now a further opportunity for local authorities to get involved in setting up a pilot SWP in wave 2 of the pilot programme and we are calling for all interested local authorities to put in a proposal to set up a pilot SWP.
 
We acknowledge that this is a very difficult time for local authorities with tight settlements from the outcome of the spending review.  However, we believe this is a unique opportunity for LAs to test the potential benefits of the SWP model and adopt a completely innovative approach to delivering services for children in care as part of planning for the future. The current pilots are already showing some very positive benefits to children in care and social workers in the practice.  For instance there are examples where: 

	Social Workers are able to spend more time with the children and young people in their care. The bureaucratic burden on individual social workers has been reduced by using funds to employ administrative assistance and through more flexible time management 
	Decisions are taken much closer to the children and young people, with quicker turnaround times, which are resulting in a more responsive service 
	There is enthusiastic engagement with the children and young people in the practices.  Young people have been involved in the provider selection process and in some cases have subsequently helped set up the practice itself e.g. providing input into where the practice should be located  
	Staff satisfaction levels are high as staff feel empowered with more control over the day to day management of the practice. They feel they are very much part of a team. 
	Practices have made use of the increased financial flexibility to deliver a better outcome for the child or young person by stepping back and thinking creatively about resource use. 

To support local authorities to take up this offer:

	Grant funding of between £80,000 and £120,000 will be made available this financial year (2011-2012) to the successful local authorities selected to set up and manage a SWP;
	Assistance with infrastructure development will be provided; and
	There will be the opportunity to learn from the pilots already in place.

There will be a rolling opportunity between March and end May 2011 for local authorities to participate in these exciting pilots.  Local authorities interested in participating in the pilot will need to:
	Phone 0207 340 7091/0207 340 8053 or e-mail socialwork.practices@education.gsi.gov.uk (​mailto:socialwork.practices@education.gsi.gov.uk" \o "mailto:socialwork.practices@education.gsi.gov.uk​) to register their interest 
	Submit their proposal by e-mailing their completed questionnaire to socialwork.practices@education.gsi.gov.uk (​mailto:socialwork.practices@education.gsi.gov.uk" \o "mailto:socialwork.practices@education.gsi.gov.uk​). by noon either on –
o	30 March 2011
o	28 April 2011 or
o	24 May 2011 

We would encourage local authorities to submit their proposals as soon as possible on one of the above dates as there is a limited pot of funding available and allocation of grant funding will be on a first come first served basis.  

Further information is set out in the Social Work Practices -  Guide for Proposals which can be found at: 
www.education.gov.uk/swps (​http:​/​​/​www.education.gov.uk​/​swps" \o "http:​/​​/​www.education.gov.uk​/​swps​) and includes:

	Further detail on how Social Work Practices will work 
	How to submit a proposal
	The process and timetable for proposals for grant 
	The evaluation criteria for proposals
	The support available for local authorities to set up a SWP.
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1.	This Government is fully committed to improving the experiences and outcomes for the most vulnerable children and young people in care, to empowering social workers to do their jobs effectively and to reducing bureaucracy. The Social Work Practice (SWP) programme supports the Government’s wider agenda of building the ‘Big Society’.  We want to put the child or young person at the heart of the service delivered and be more responsive, bringing decision making, much closer to the children and young people.

2.	The current SWP pilots have seen the creation of independent, social worker-led organisations delivering services for children and young people in care, including social workers moving out of public sector employment to form their own employee-owned social enterprise.  The first wave of additional pilots launched in September 2010 have seen a further five pilot local authorities come on board.  There is now a further opportunity for local authorities to get involved in setting up a pilot SWP in wave 2 of the pilot programme.
 Background
3.	The pilots, first announced in December 2008, are a completely new and innovative way of delivering social work services to children in care. The Government’s aspiration for children in care is no less than those each parent has for their own children. Children in care, like all children, need stable and strong relationships. Yet many children have had too many social workers and have seen too little of those they have had.  A key part of the current pilots is to improve the consistency and stability of social work for children in care and test out whether independent, social worker led organisations can deliver a better experience and better outcomes for children in care, effective and innovative ways of working and increased job satisfaction for social workers.  The live SWPs are being piloted in Hillingdon, Kent, Liverpool, Staffordshire and Blackburn with Darwen (currently an in-house model).  The first wave of additional pilots launched in September 2010 have seen a further five pilot local authorities come on board.  
 
4.	The current live SWP pilots are independent, social worker-led organisations for children in care. They manage the day-to-day support for the children in the SWP e.g. establishing a close relationship with the child. They also co-ordinate and monitor services provided to the children and young people in the SWP. They are independent of the local authority but work closely with them and in partnership with other providers. The local authority remains the corporate parent and the SWPs are being paid by the local authority for the services provided.

5.	Each pilot operates differently in each of the local areas and has been innovative in designing its services to best meet their children’s needs.  All the SWPs are social worker-led but employ a wide range of people. The models range from being owned by the social workers within the practice, as a social enterprise, a voluntary provider organisation or a private organisation. 

6.	The current pilots are being independently evaluated by the University of Central Lancashire in Association with the Social Science Research Unit (Institute of Education) and Social Care Workforce Research Unit (King’s College London). The evaluation is examining the process of setting up SWPs, the benefits to social workers, and the outcomes and experiences of children and young people within the pilots, comparing these with outcomes for children and young people not in the pilots.  It is also examining the impact the SWP has on the local authority.

Process and Timetable for Proposals

7.	We would like to give as many local authorities the opportunity to participate in the pilots.  Therefore we will be running a rolling process between March to end May 2011 when local authorities can register their interest and submit their proposals.  The selection process for local authorities will be carried out in batches linked to the dates to submit proposals.

8.	Local authorities would need to: a) register their interest by phoning 0207 340 7091/0207 340 8053 or e-mailing socialwork.practices@education.gsi.gov.uk (​mailto:socialwork.practices@education.gsi.gov.uk" \o "mailto:socialwork.practices@education.gsi.gov.uk​) and b) submit their proposal by completing the questionnaire at Annex A and e-mailing to: socialwork.practices@education.gsi.gov.uk (​mailto:socialwork.practices@education.gsi.gov.uk" \o "mailto:socialwork.practices@education.gsi.gov.uk​) in accordance with the timetable below.

9.	The proposal will then be evaluated by the Department using the criteria set out in Annex B.  

Timetable	Deadline
Batch 1 - Interested LAs register their interest by phoning or e-mailing and submit their completed Questionnaires as their proposal to DfE	Proposal by noon, 30 March 2011 
DfE communicates results of evaluation of all LAs in batch 1	7 April 2011
Batch 2 - Interested LAs register their interest by phoning or e-mailing and submit their completed Questionnaires as their proposal to DfE	Proposal by noon 28 April 2011
DfE communicates results of evaluation of all LAs in batch 2	9 May 2011
Batch 3 - Interested LAs register their interest by phoning or e-mailing and submit their completed Questionnaires as their proposal to DfE	Proposal by noon 24 May 2011
DfE communicates results of evaluation of all LAs in batch 3	1 June 2011

What are SWPs and how will they work?


10.	SWPs are social worker-led organisations that are independent of the local authority and provide the social work services for a specified group of children who are expected to be in care long-term. They will discharge the statutory duties and responsibilities of the local authority in relation to these children. 

11.	SWPs are a new way of providing social work services for children. What they will look like and how they work will vary depending on local needs. This is a unique opportunity for local authorities to innovate and test out different ways of delivering SWPs (and the practice of social work) and also learn from each practice about what works best.

12.	There are some core elements which are characteristic of what SWPs do and how they work that will be the same across all the pilots. This Guide sets out below what local authorities have discretion to innovate and design to meet local needs and what “core” elements will be the same for all SWPs. 

Potential benefits of SWP pilots

13.	We already know that the current pilots are showing some very positive benefits to children in care and social workers in the practice.  For instance there are examples where: 

	Social Workers are able to spend more time with the children and young people in their care. The bureaucratic burden on individual social workers has been reduced by using funds to employ administrative assistance and through more flexible time management. 
	Decisions are taken much closer to the children and young people with quicker turnaround times, which is resulting in a more responsive service. 
	There is enthusiastic engagement with the children and young people in the practices.  Young people have been involved in the provider selection process and in some cases have subsequently helped set up the practice itself e.g. providing input into where the practice should be located.  
	Staff satisfaction levels are high as staff feel empowered with more control over the day to day management of the practice. They feel they are very much part of a team. 
	Practices have made use of the increased financial flexibility to deliver a better outcome for the child or young person by stepping back and thinking creatively about resource use.
	Office space has been utilised to create a welcoming and comfortable environment for both children and young people and staff – some of the practice offices operate as drop in centres with comfortable contact rooms and recreational areas. 
	Practices have been successful in setting up robust supervision and performance monitoring processes that ensure the highest standards of practice are maintained.

14.	For some specific examples from the individual practices see the Success Stories portfolio document on the DfE website. 

15.	Local authorities will have the opportunity to test whether a model of smaller, social worker-led, independent organisations can improve outcomes for children in care through:

	closer, more stable and more consistent relationships between children and their social worker
	decision making about resources closer to the child or young person and a social worker who knows them well
	a more responsive and effective service as a consequence of their social workers having a higher level of direct responsibility for the commissioning and provision of services
	engaging children to have a greater say in their care.

16.	The additional pilots will also test out benefits:

	to social workers from having greater control over their work, greater ability to make decisions, and greater ownership of the organisation they work for and their practice
	to local authorities from being able to focus on the strategic aspects of care
	from SWPs achieving a better experience for the child or young person and better outcomes and services without additional costs.
Principles
17.	The Department has developed a set of principles for SWP pilots that reflect the evidence and literature in this area, and what has been learnt through consultation with local authorities, social workers, children and young people and potential providers. 

18.	All proposals for SWPs should be consistent with these principles.

Box 1: Social Work Practices:are child-centred – the children and young people are at the centre of the service provision and their outcomes are paramountare small – the SWPs will be smaller than local authorities, and so have more responsive decision making and potentially more face-to-face timeare social worker-led – SWPs will be owned or led by social workers and may employ people with a range of skills in addition to social workerswill work with children who are expected to be in care long-termare independent of the local authority – SWPs will be separate legal bodieswill work in partnership with the other providers and professionals to provide integrated serviceswill be clearly accountable to local authorities through a contractwill be funded by the local authority and will manage their resources to maximise the outcomes for the children.
What will SWPs Do?
19.	SWPs will discharge functions of the local authority and be responsible for providing the support the children and young people in the SWP need to achieve a better experience and better outcomes. They will have responsibility for undertaking delegated social work functions, managing day-to-day support, co-ordinating and monitoring service provision. The local authority will keep its strategic and corporate parent responsibilities and will manage the contract and partnership with the SWP. 

20.	The details of the different roles for the local authority and SWP are set out below.

Table 1: Division of responsibilities
SWP Responsibilities
Establishing a positive, stable relationship with the child and ensuring their involvementDay to day corporate parentingManaging the relationship both with the birth family and carers including contact arrangementsAllocating a lead professional with reference to local multi-agency groupsImplementing a care plan and contributing to reviews chaired by an Independent Reviewing Officer (IRO)Selecting, supporting, managing and paying for placementsChoosing a suitable schoolWorking towards permanence and, where appropriate, making a recommendation to revoke a care order	Monitoring and ensuring the child’s wellbeing at home, school and elsewhereEnsuring children have access to good healthcare and better health outcomesCo-ordinating activities with other providersCommissioning specialised servicesNotifying the local authority of any safeguarding concerns and co-operating with them during any investigations and planningKeeping good records and complying with data protection requirementsTraining and developing staff; informing and being informed by evidence and researchHandling (and resolving) complaints, comments and compliments
Local authority responsibilities
Formal corporate parentingLeading the Children’s Trust Board or equivalent and managing its relationship with the SWP as part of local children’s services co-operation arrangements  Prevention and early intervention workChild protectionTaking children in to careRevoking a care order (based on the recommendation of the SWP endorsed by the IRO)Court proceedingsWork with children in care short-termStatutory reportingAppointing IROs	Commissioning the SWPAllocating children to the SWPSetting the budget for the SWPMonitoring performance of the SWPAdoption functions (unless the SWP is also a Voluntary Adoption Agency)Assessing and approving foster carersDealing with complaints that cannot be resolved by the SWP

21.	The Table makes clear that SWP pilots will focus on supporting children in care. They will not lead on undertaking court proceedings, child protection or broader early intervention work with families. Local authorities will lead this work but SWPs will work closely with the local authority and contribute fully. They will have a critical role to play being the social workers closest to the children and young people with whom the SWP works.

22.	They will only conduct adoption related functions if they are a registered Voluntary Adoption Agency (VAA). They will only assess foster carers if they are a registered fostering agency.

23.	SWPs are an opportunity for innovation. Although all SWP pilots will provide the core services set out in Table 1, SWPs will have the flexibility to be innovative and decide how they provide their services and can choose to provide additional services to improve outcomes for the children and young people in the practice.

24.	Local authorities will decide whether, in the interests of stability and continuity, the SWP should undertake Care Leaving responsibilities and maintaining contact with children after they move to permanency.

Which children will be allocated to the SWP?

25.	SWPs will aim to provide greater continuity and stability for the children with whom they work.  SWP pilots will focus on supporting children who are likely to be in care for some time, rather than those who are in care short-term. It is this group of children who have most to gain from the greater continuity and stability that a SWP may provide.

26.	How long a child will be in care is difficult to determine as the child and their family’s circumstances and needs change frequently. The Department considers that SWPs should only have allocated to them children who local authorities assess as being likely to be in care for at least two years. But it recognises that this is only an assessment – circumstances will change and not all those children allocated to a SWP will actually stay in care for two years. Each local authority will be able to put in place its own process for making this assessment. 

27.	The Department is keen that any good practice learnt about SWPs to be relevant to local authorities outside the pilots. Therefore it would be preferable for the children in SWP pilots to have a range of needs, similar to the children in the local authority who will not be allocated to SWPs.  However, every pilot local authority will need to develop a SWP that works for them. This might mean choosing children of a certain age range or particular needs group to be part of their pilot SWP. 

28.	Each local authority will need to establish a process for allocating children to the SWP that works for them and the provider. This selection process must be transparent and agreed with the SWP with clear criteria for choosing children to be allocated to the SWP.  This is to avoid, as far as possible, disputes and either the local authority or the SWP choosing the easier cases or refusing the harder cases.  It is also good practice to engage children and young people at an early stage in establishing the cohort.  

29.	Children need to be transferred to SWPs in a way that provides as much continuity of care as possible. Good practice would require a period of joint responsibility and a proper joint handover to support the process and respect any existing relationship. Sometimes this might mean waiting until care proceedings are concluded. In other cases, given the length of time care proceedings can take, the local authority might wish to continue with court proceedings and care planning but introduce the child and the social work practice when an interim order is made.  A flow-chart of how children could be transferred to the SWP is provided in the FAQ.
How many children will be in a SWP?
30.	One of the key elements of the SWP model is its size. It is intended to be small enough that social workers inside the practice feel a sense of ownership of their organisation and their work, and so that decisions can be made more responsively thus enabling closer relationships with the children. 

31.	But the SWP needs also to be large enough to support a staff group with a sufficient range of skills; to cover holidays, sickness, other absences and out of hours work; to have proper governance, quality and risk assurance and to have a budget of a sufficient size to be flexible enough to meet children’s changing needs. 

32.	The Department have had discussions with local authorities and providers when setting up the current pilots and as a guide a SWP of approximately 100-200 children achieves the balance between the wish to be small and the need be sufficiently large.  This is not meant to be prescriptive and local authorities should decide what works best in their area. 
Who will work for the SWP and who will be accountable?
33.	SWPs will be social worker-led but may employ a range of staff to meet the needs of children and young people, for example psychologists, youth workers, and learning specialists. 

34.	We anticipate that having one named person who is accountable for the work of the SWP and to whom all staff in the SWP are accountable will provide clear and robust accountability. This might be a “managing social worker” or senior partner. However, local authorities and SWPs should develop arrangements that will work best for them.

35.	In addition the SWP is likely to employ business and administrative staff e.g. a practice manager, receptionists and accountants, and potentially research support. 

36.	They could have social work students attached to the practice to emphasise training and engage with the local authority and/or local universities in social work education and research. One member of staff will be the named Officer for Professional Development in order to comply with the General Social Care Council’s (GSCC) Code of Practice.

37.	The staffing of each SWP will be up to the SWP to determine; enabling them to think innovatively about what will best meet the needs of the children provided that the local authority’s functions are discharged by or under the supervision of registered social workers.

38.	The local authority and SWP will need to put in place clear and robust accountability arrangements for finance, practice and professional management, including for professions other than social work. These arrangements will enable the local authority to hold the SWP accountable for its performance and the outcomes for the children and young people in the SWP.
What kind of organisation will SWPs be?
39.	SWPs can be many different types of organisation. They might be a social enterprise, a voluntary organisation or a private organisation. They will comply with the GSCC’s Code of Practice for Employers.

40.	The type of organisation the Department has the strongest wish to pilot is the “professional practice” where the SWP is owned by social workers.  This organisation could be based on social enterprise, a formal partnership, a co-operative, a voluntary or private organisation. The key element is that some or all of the social workers working for the SWP have full or part ownership of the SWP. 

41.	Evidence shows that employee-owned organisations can have:




42.		Lower staff turnover is key to achieving greater stability and continuity for
children in care.

43.	But the Department also wishes to test private and voluntary sector SWPs which are not employee-owned organisations. We do expect these organisations still to be social worker led and for the social workers in the practice to have a strong voice in the running of the SWP and sense of ownership of the SWP’s work. Successfully engaging children and young people in the governance of the organisation will also be important.

44.	All SWPs must be a “body corporate” so that they have a legal identity and with proper governance arrangements in place so that they can contract with the local authority, be transparent and accountable, have social work as the lead, and arrangements to ensure that the voice of children and young people is articulated and heard. The contract cannot be with an individual or several separate individuals.
Where will the staff of the SWP come from?
45.	The Transfer of Undertakings (Protection of Employment) (TUPE) Regulations 2006 may apply when local authority functions are outsourced to SWPs. If TUPE does apply, social workers and other staff working in roles connected with these functions may have rights to transfer from the employment of the local authority to the SWP and generally retain the same terms and conditions of employment. There are also duties under TUPE to provide information and to consult representatives of employees who will be affected by the transfer of functions.  The SWP will be able to negotiate improved terms and conditions with its social workers, for example if it wishes to improve retention and stability.

46.	The SWP may recruit additional social workers and other staff to the SWP. It is possible that social workers may choose not to transfer to the SWP and in some circumstances, it may be that they can be redeployed within the local authority rather than transfer.     
 
47.	If the contract were to be terminated at any stage TUPE may apply if there were a change of contractor, or the service provision were taken back to the local authority. This means that relevant staff may have rights under TUPE to transfer their employment to a subsequent provider or back to the local authority.

48	Provided obligations in relation to protecting staff are carried out, the local authority may also wish to consider potential secondments and sabbaticals for staff in order that the SWP may be set up. In any event, we would recommend that local authorities and SWPs obtain their own legal advice to ensure that they comply with their obligations under TUPE and general employment law.  
How to put SWP pilots in place
49.	Once chosen as a pilot site the local authority will need to run a procurement process to find a provider for the SWP.  The Invitation to Tender (ITT) will set out the core services the local authority expects the SWP to deliver, the skills and standards it expects the SWP to exhibit and the outcomes it expects the SWP to achieve. After the procurement process has ended in award the local authority will enter into a contract with the successful provider. This contract will include the elements set out in box two. A model contract and ITT that local authorities can use as useful tools will be provided by the Department.
Box 2: Local Authority – SWP Contract will include:Service specification (including what the SWP cannot do)Safeguarding arrangementsOutcomes framework Financial and payment arrangements including the approach to placement budgetsContract management arrangements and accountabilityInformation management and communications arrangementsMonitoring and performance arrangementsTransitional arrangements when the pilot period endsArrangements for the SWP’s engagement with the Children’s Trust Board or equivalent, and the Local Children’s Safeguarding BoardDispute resolution arrangementsStaff transfer and/or secondment arrangementsInsurance and indemnity requirementsRequirements in relation to variation to contractGovernance and accountability arrangementsEqualities, health and safety and other requirementsTermination of contract.
50.	The local authority will support the set up of the SWP and the transition of children to the SWP. Once in place the SWP will use its income under the contract with the local authority to provide services and improve outcomes for children in the SWP. This will include working closely with the Children’s Trust partnerships and providers. The local authority will manage the contract, monitor performance and manage the relationship. 
51.	The local authority will review the contract with the SWP periodically to set new outcome targets and adjust payments. The Department would expect these reviews to occur annually.
52.	The SWP will be accountable and responsible for its decision making. It will work closely with the local authority.  Each local authority should decide what decisions it wishes the SWP to refer to the local authority for agreement, for example where a Child Protection plan is in place, when accessing local authority provided services, or jointly accessing services with the local authority.
Managing the relationship with and the performance of the SWP
53.	To improve outcomes for children in care the local authority and the SWP need to work closely together.

54.	The local authority remains the corporate parent for the children in the SWP and therefore needs to maintain a close relationship with the SWP to fulfil this responsibility. But it also needs to allow the SWP scope to innovate and make decisions about the best packages of support and services for the children in the SWP and how to provide these. It is expected that the relationship will embody the following principles in box three:

Box 3: The Relationship Management PrinciplesThe local authority will closely monitor the performance of the SWP, identifying issues early, providing support and ensuring accountability, whilst allowing the SWP sufficient autonomy to decide how best to meet the needs of the children with whom it works.The local authority and SWP will be partners in delivering improved outcomes for children within their local system of children’s services. 

55.	In putting these principles into practice, we expect LAs to have regular meetings to review performance; address issues relating to service interfaces; and identify learning and good practice.  We would not expect, with rare exceptions, these meetings to review the support and care plans of individual children. 

56.	The SWP will inform and be informed by the local strategies including the Local Children’s Safeguarding Board (LCSB) and commissioning strategies.

57.	The safety and welfare of the children and young people in the SWP is paramount. 
	As part of the contract management process, the local authority will monitor the outcomes being delivered by SWPs,
	the IRO will review and challenge where necessary the care planning practice of individual social workers who are members of SWPs in relation to individual children,
	the SWPs will be part of any Ofsted inspection of the local authority,
	the functions delegated to SWPs will be undertaken by or under the supervision of social workers registered with the GSCC,
	we expect that there will be regular scrutiny of the standards of practice in SWPs to support monitoring of the SWP.  

58.	SWPs will not be regulated under the Care Standards Act 2000 during the pilot phase. To introduce a new regulatory system for the pilots would be unduly bureaucratic.  At the end of the piloting period, it is anticipated that SWPs will be regulated by Ofsted under the Care Standards Act 2000.  However, in the meantime, Ofsted will continue their normal programme of inspections and be aware of SWP pilots. 
Listening to the voice of children and young people
59.	Children and young people should have a strong voice in the SWP model.  The Department encourages SWPs to include children and young people in the governance of the SWP. Children’s opinion of the service provided by the SWP will be at least one measurement of the SWP’s performance.  The IRO will also be listening to the children and young people as part of the review process.  In addition to this, there should be a clear complaints procedure that children and young people can follow if they have any issues with the service provided by the SWP and if this fails, they should follow any existing processes and procedures in place such as going to the local authority or the local government ombudsman.
How will the money work?
60.	The SWP will be funded by the local authority using the resources currently spent on the group of children that will be transferred to the SWP. The local authority will receive a grant from the DfE to set up and run the SWP pilot.  Details of the grant are set out at paragraph 80. 

61.	The SWP should operate with financial resources broadly equivalent to the existing level of payment available within the local authority for the same children currently. But the amount paid to the SWP will be determined through the procurement, state aid and best value principles applicable to local authorities.

62.	The Department has committed to the Funding Principle set out in box four below:

Box 4: The Funding PrincipleFunding of SWPs should be broadly equivalent to the existing level of funding by the local authority for the same children. The SWPs should not be “gold-plated to succeed”, nor “under-funded to failure”.

63.	A SWP Funding Model was developed with inputs from local authorities and which has been road tested with local authorities and potential providers. This model will enable local authorities to estimate the value of the contract with the SWP.  The full details of the Funding Model will be available for the selected local authorities.  

64.	The Funding Model is summarised in table 2 below.

Table 2: The Funding Model
Step 1	Estimate existing spend on looked after children (LAC) in the local authority over the last 3-5 years. This will include staff and placement costs and overheads (e.g. finance and HR)
Step 2	Divide this total by the number of LAC in the local authority to provide an estimate of the average cost per LAC
Step 3	Multiply the average cost per LAC by the number of children to be transitioned to the SWP to produce an Initial SWP estimate
Step 4	Assess the level of need of the children to be transitioned to the SWP and allocate to a broad band of need. Adjust the SWP Fund to reflect these bandings. SWPs with children of higher than average needs will receive more payment. This is the Gross SWP estimate
Step 5	Estimate the costs to the local authority for the functions the local authority will continue to fulfil (commissioning, contract management, IROs) and retain a proportion of the Gross SWP estimate 
Step 6	Use the remaining net SWP estimate as the basis for the contract with the SWP
Step 7	Renegotiate the payment to the SWP annually, adjusting for changing children numbers and levels of need and outcomes achieved
Note: As additional children are transferred to the SWP the SWP will receive additional payment. 

65.	Further detail on how the funding model works can be found in Appendix B. 

Risk and Benefit Sharing: Payment on Outcomes

66.	To ensure a focus on improving the experience and outcomes for children and young people, a proportion of the local authority’s payment to the SWP should be dependent on improvement of outcomes. 

67.	To ensure payment on outcomes reflect local conditions local authorities will have discretion to:

	decide what proportion of their payment is on outcomes. It is expected that this proportion would be relatively small, if any in the first years of the pilots when SWPs are establishing themselves.

	negotiate with the SWP which outcomes they will pay on, and the threshold for payments. Experience shows that it is very difficult to raise outcomes for looked after children. The outcomes chosen and thresholds set need to be realistic and achievable.

	decide how they pay for outcomes. It is important that outcome payments are not unrealistic and do not operate as a penalty that leads to the SWP having insufficient operating funds or acts as a barrier to providers wishing to participate in SWPs.  An alternative would be to pay a bonus when outcomes are achieved.

68.	In their proposals local authorities should set out how they propose to pay on outcomes. 

Risk and Benefit Sharing: SWP Losses and Surpluses

69.	The costs of providing services to LAC can sometimes vary suddenly and unpredictably both due to circumstances within and without the commissioner’s control.  Local Authorities currently manage this risk in a range of ways, e.g. through engaging in co-contracting, managing risk across a large number of children, through maintaining contingency funds or drawing on other budgets. 

70.	We expect the SWPs to proactively manage funding risks and take all necessary steps to minimise these risks.  But we recognise that SWPs will be smaller than local authorities and professional partnerships in particular will have limited ability to deal with extreme variations of cost in a particular year. The local authority and the SWP when agreeing their contract should set in place an agreed process for risk management. This might include setting aside a proportion of the SWP Fund in a risk management fund to be drawn on in an exceptional year.  Local authorities are best placed to decide what will work, depending on the characteristics of their SWP and the children to be transferred.

71.	If SWPs are successful in improving outcomes for children over time they should be able to reduce the cost of services to LAC. This will be taken account of each year when the payments under the contract are reviewed.  Within a given year a successful SWP could have unspent funds. Our road-testing suggests that any surplus in reality will be small and hard-earned.  It is important that we do not remove incentives for good performance. Where an SWP is successful in driving up outcomes, the local authority has discretion to allow the SWP to retain any unspent funds or distribute a proportion to partners, owners or shareholders.  Where the SWP does not achieve the outcomes it has been set, unspent funds must be retained in the practice and used to benefit the children and young people.
Approach to evaluation
72.	Independent evaluation for the original pilots is already in place and will report in 2012.  It is not envisaged that the additional pilots would be radically different from the original pilots.  Therefore it is not expected that further evaluation of the additional pilots would add any value.  However, we may revisit the approach to evaluation of the additional pilots at a later stage, with the possibility of a light touch evaluation only where it might add value to the current evaluation. 

73.	The evaluation of the original pilots is underpinned by an Outcomes Framework at Appendix A based on the five Every Child Matters outcomes plus an additional outcome “to promote stability and continuity”.  Under these outcomes are key goals (16 in total).  A set of indicators has been developed to measure these outcomes.  These indicators are incorporated in the local authorities contracts with the current SWP pilots.

74.	It is important to reduce bureaucracy and minimise the reporting requirements on the SWPs.  All quantitative indicators will be data that the SWP will need to report to the local authority for the local authority to fulfil its existing reporting requirements. The only additional indicators will be qualitative measures of the children’s experience of the SWP. 

75.	The indicators listed in Appendix A are the indicators used for the original pilots based on the outcomes framework.  The use of existing indicators will enable the local authority to make comparisons of how the SWP is doing compared to the local authority itself prior to the SWP being in place, and  with comparable local authorities and national trends.  

76.	It is expected that the local authority will measure performance based on the original outcomes framework and use these indicators but will have the flexibility of selecting which are the most appropriate.  The aim is to properly measure the performance without it being over burdensome. 

77.	A better experience and outcomes for children is the paramount objective of piloting SWPs but the pilots are also about testing out the potential benefits to social workers and the local authority. 

What will happen at the end of the pilot period?

78.	At the end of the pilot period, local authorities and the Department will have to decide whether the pilots have made an impact in improving the experience and/or the outcomes for children in care.  Should this be the case local authorities will be given powers to continue or engage a new SWP.  Local authorities will need to have transitional arrangements in place in preparation for the end of the piloting period.  In particular, they will need to consider that, if SWPs are rolled out more widely, it is anticipated that SWPs would be regulated under the Care Standards Act 2000 and may need to be registered by Ofsted and pay a registration fee.

Support for Local Authorities

79.	This is a unique opportunity for local authorities to test the potential benefits of the SWP model and we are keen to pilot the “professional practice” model where the SWP is full or part-owned by the social workers.  This model could be a social enterprise, voluntary or private organisation.  However, DfE does recognise that SWPs are a radically new way of delivering services for looked after children.  Putting them in practice will require the full commitment of local authorities to resolve a range of issues.  DfE is keen to work in partnership with local authorities to achieve this goal.  Therefore we propose  providing support to local authorities which includes:

	Working jointly with local authorities on the tendering process for providers
	Regional surgeries for local authorities to progress ITT planning and refine proposals
	Support on procurement and contract negotiation 
	A bidder event for all providers
	A range of materials to support local authorities including a model contract and funding model guide
	Support for provider market generation




80.	Grant funding of between £80,000 and £120,000 will be available for each local authority selected to set up and manage a SWP during financial year 2011-2012.  The amount of grant funding made available to selected local authorities will be dependent on how quickly and the extent to which the local authority can move to a full contracted out independent model.  However, there will be scope for local authorities to start with an in-house model and be on a clear journey to move towards the full independent model.  

Next Steps





































  																		 	
Annex A
Putting in a proposal for grant


To ensure that the pilots are well balanced we expect the selection to reflect a range of SWP models and in particular the professional practice model, a range of LA regions and SWP cohorts.
What to include in your proposal
The proposal does not need to be lengthy if you judge that you can convey your meaning succinctly.

The full proposal will be no more than a maximum of 8 pages.  Local authorities may be penalised if they exceed 8 pages.  As a guide: 2 sides of A4 for each of sections 1, 2  and 3; and two sides of A4 for sections 4, 5 and 6 inclusive.    

Please follow the named sections in the same order in your proposal eg section 1 – Capacity to deliver a SWP, section 2 – Readiness to deliver a SWP etc.  

Each section should include evidence to support your proposal and your response should include but not be limited to responding to the questions in each section.  
 
In addition to responding to the questions the bid can provide additional commentary and supporting evidence that the LA wishes to be considered but please keep this to a minimum.

When completing each section, you should keep in mind the evaluation criteria that the Department will be using to evaluate your proposal.  These are below at Annex B. 

Please return your completed proposal to:  socialwork.practices@education.gsi.gov.uk (​mailto:socialwork.practices@education.gsi.gov.uk" \o "mailto:socialwork.practices@education.gsi.gov.uk​) by noon on any of the three dates below:

o	30 March 2011
o	28 April 2011 or




Local authority details (not scored)







1. Capacity to deliver a SWP (25% of final score)
1.1	What resources have you available to set up a SWP in relation to availability of social workers and local authority (LA) staff? 
1.2	What services will you expect the SWP to provide? Will you want the SWP to provide Care Leaving Services and if so for whom?
1.3	How would you ensure that the SWP has enough budget to take care of the children placed with them? 
1.4	What functions will you expect the LA to continue to fulfil?
1.5	How would the grant funding awarded to your LA be used to set up and manage the SWP?
1.6	How would you pay for outcomes?
1.7	Are there any current capacity constraints that may impact on the delivery of the SWP? If so how do you intend to overcome them?

2. Readiness to deliver a SWP (25% of final score)
2.1	How quickly could your resources for the SWP be deployed?
2.2	How will you undertake staff transfer processes that might be involved in relation to establishing the SWP?
2.3	Do you have agreement in principle to the SWP from the Lead member? 
2.4	How have you taken this through the decision-making processes at your LA? 
2.5	Which cohort of children would you like the SWP to work with? Please specify the estimated number of children this will be and what criteria will be used to identify the children to be transferred to the SWP
2.6	What planning and preparatory work would you need to undertake to ensure that children are transferred smoothly to the SWP?
2.7	What is the overall cohort of looked after children in the LA and what proportion are in care long term?
2.8	Do you have agreement from your Children’s Trust Board or equivalent and how have you involved other partners that will be working with the SWP?

3. Capability to deliver a SWP (20% of final score)
3.1	Have you set up a SWP before and if so please provide some information?
3.2	What assessments have been made about provider availability in your area?  Please provide information
3.3	Do you have a preferred type of provider/model you would like to work with eg. private, voluntary, social worker owned?  Please describe.
3.4	In working towards your preferred model is it your intention to start initially with an in-house model?
3.5	If so what is your estimated time you would need to move towards an independent external model – 6 months, 1 year, 2 years, other? 
3.6	Would you run a procurement process (tender) for all types of provider including a professional practice?  Please respond yes/no  
3.7	Would you be prepared to limit your tender to providers who form a “professional practice” where the SWP is owned by the social workers? Please respond Yes/no
3.8	Have you made an assessment of how quickly a provider could be in place?  Please provide information
3.9	Are you confident you would be able to work to the procurement timetable to be in a position to award a contract by September/October 2011 for the SWP to go live?  Please provide information on how you would achieve this  
3.10	How will you undertake developing and agreeing the outcomes, contract and legal issues that have to be worked through with your SWP Provider?
3.11	Are there any particular local services or arrangements that are currently in place that you would need to develop arrangements for in the preparatory stages of a pilot? (this could be a broad range of services and might, for example, include access to equipment services for children with disabilities, LA residential or fostering services, drawing up agreements in relation to existing LA contracts with providers, access to local services that are in short supply such as CAMHS etc.)
3.12	What will you need to have undertaken during the preparatory phase to ensure that teams and staff who will work with the SWP can do so effectively?

4. Quality of bid (15% of final score)
4.1	What particular outcomes do you hope the SWP will help your LA address and improve?
4.2	How will you manage the relationship with and performance of the SWP?

5. Commitment and drive (15% of final score)
5.1	Why would you like to pilot a SWP in your LA?  
5.2	What is your vision for the SWP in your area and how does this fit with the wider work in your LA? 
5.3	How do you intend to drive forward the delivery of the SWP in your LA?

6. Comments (this question is not scored in its own right but anything provided here may contribute towards our assessment of your score on any of the above questions)

















Annex B       Evaluation criteria for detailed proposals.

Evaluation criteria	Weighting and scoring
1. Capacity to deliver a SWPAssessment and confirmation of the resources in their totality available to the LA to set up a SWP.  Funding arrangements and budgets have been thought through.  Effective use of grant.	Up to 25%
2. Readiness to deliver a SWPAssessment of whether the LA has demonstrated their readiness to deploy resources including staff resources.  Evidence of how capacity restraints would be overcome. 	Up to 25%
3. Capability to deliver a SWPAssessment of any previous track record of setting up a SWP or similar and an understanding of the barriers and how these would be overcome.  Evidence of an understanding of the provider market and evidence of procurement expertise to deliver the SWP within the DfE recommended timeframe.  	Up to 20%
4. Quality of bidEvidence of a clear understanding of the concept and principles of SWPs eg. small, child centred, social worker led etc.  Demonstration of how better outcomes and the experience for children and young people in care may be achieved and engagement with partners etc	Up to 15%







       											





Promote Stability and Continuity	Improved stability of placement	1) Stability of placements of looked after children: number of moves 	NI 62 DfE
		2) Stability of placements of looked after children: length of placement 	NI 63 DfE
		3) Children’s view of their placement.	New qualitative measure
	More moves to permanence (where in the child’s best interest)	4) Stability of looked after children adopted following an agency decision that the child should be placed for adoption 	NI 61 DfE
		5) No. of children in their care placed in permanent arrangements (this should include children in special guardianship arrangements, adoption, back to families and long term placements).	New qualitative measure
	Increased stability of social worker or lead professional	6) Social worker vacancy and turn over rates. 	National Minimum Data Set for Social Care (status to be checked)
		7) Child’s view of their relationship with their social worker. 	New qualitative measure
		8) Reduced staff sickness and turnover	New qualitative measure
Be Healthy	Improved Health Care	9) The number of all children looked after for at least 12 months who had their teeth checked by a dentist during the year 	This will be derivable from SSDA903 from 2009-10 onwards 
		10) The number of all children looked after for at least 12 months who had their annual health assessment during the year ending 30 September   	This will be derivable from SSDA903 from 2009-10 onwards
	Better emotional and mental health	11) Emotional and behavioural health of children in care	NI 58 DfE
Stay Safe	Safe from bullying, discrimination or abuse	12) Looked after children cases within the SWP which were reviewed within required timescales	NI 66 DfE
	Improved quality of relationships between child and foster carers	13) Child's view on the quality of relationships with their foster carers	New qualitative measure
	Improved satisfaction by children’s foster carers and birth parents with services (where appropriate)	14) Parents’ view of services	New qualitative measure
		15) Carers’ view of services	New qualitative measure
Enjoy and Achieve	Increased attendance of children in schools	16) Of children in long term care, and the number eligible to receive full-time schooling during the school year, the number that received a permanent exclusion from school 	This will be derivable from SSDA903 matched to the National Pupil Database (NPD)
		17) Of children in long term care, and the number eligible to receive full-time schooling during the school year, the number that missed at least 25 days school for any reason 	This will be derivable from SSDA903 matched to the National Pupil Database (NPD)
	Improved education attainment	18) Child/young person’s view of the support they receive for educational achievement	New qualitative measure
		19) Children in care reaching level 4 in English at Key Stage 2	NI 99 (matched SSDA903-NPD data)
		20) Children in care reaching level 4 in Maths at Key Stage 2	NI 100 (matched SSDA903-NPD data)
		21) Children in care achieving 5 A*-C GCSEs (or equivalent) at Key Stage 4 (including English and Maths)	NI 101 (matched SSDA903-NPD data)
Make a Positive Contribution	Increased participation	22) Participation of looked after children in reviews   	APA 4016SC, PAF CF/C63 This will be derivable from  SSDA903 
		23) Child/young person’s view of their opportunity to participate in positive activities and activities that they enjoy	NI 110 (status to be checked) 
	Reduced crime	24) Number aged 10 or over and looked after for at least 12 months, of these, the number convicted or subject to final warning or reprimand during the year for an offence committed while being looked after 	 This will be derivable from SSDA903 from 2009-10 onwards 
Achieve Economic Well-Being	Increased chance of employment/career success	25) The number in Year 11 at school who were eligible for GCSE (or GNVQ equivalent) examinations who were in full-time education, full-time training, full-time employment 
 	This will be derivable from  SSDA903 from 2009-10 onwards
	Avoiding poverty	26) Care leavers in employment, education and training	NI 148 Derivable from SSDA903








APPENDIX B: FURTHER FUNDING MODEL INFORMATION
Adjusting for need




Additional Band	Care leavers, children who have moved into permanence
Band 1	Children with no evidence of additional support needs
Band 2	Children with ONE of: emotional or behavioural difficulties, offending behaviour, or unaccompanied asylum seekers
Band 3	Children with disabilities
Band 4	Children with complex needs (more than one need) e.g. Children with emotional or behavioural difficulties AND offending behaviour

Corporate costs
The local authority will need to retain payment for the functions the local authority will continue to fulfil (commissioning, contract management, IROs). We would encourage local authorities to transfer the resources for finance, HR and other corporate on-costs to the SWP to enable them to make their own arrangements for these services. However, we recognise in small local authorities or where a significant proportion of the LAC are being transferred to a SWP special arrangements may need to be made for the pilot period to maintain the viability of local authority corporate services.
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